
 

 

 Invensis Limited 
19 Stanley Street, Swindon, Wiltshire, SN1 3LE, 08456 806 106      

www.invensis.co.uk info@invensis.co.uk 
Company Number: 7360642 VAT Number: 998 5456 40 

 

 

 
Setting SMART Objectives 

 
A critical part of the PDR conversation is setting individual performance objectives. Detailed below are 
„Hints and Tips‟ to help enable these objectives to be SMART: 
 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 

 

Specific 

Specific means that the objective is focused and well defined. The objective should emphasize 
action and state a desired outcome. Objectives need to communicate what the member of staff 
needs to achieve. To help set specific objectives it helps to ask the following questions: 

 WHAT is going to happen? These are best written using strong, action verbs such as          
„conduct‟, „develop‟, „build‟, „plan‟, „execute‟, etc.  

 WHY is this important? 
 WHO is going to do what? Who else needs to be involved? 
 WHEN is this going to be achieved? 

Achievable 

Objectives need to be achievable. If the objective is too far in the future, it will be difficult to keep 
motivated and to strive towards its attainment. Objectives, unlike aspirations and visions, need to 
be achievable to keep people motivated. Whilst being obtainable, objectives still need to stretch 
people, but not so far that they become frustrating. Ask questions like: 

 Can it be done in the proposed timeframe? 
 What are the limitations and constraints? 
 Can this be done with the resources we have? 

Measurable 

It is important for you and the member of staff to know when an objective has been achieved. If the 
objective is measurable it means that the measurement source is identified and we are able to 
track the results of our actions, as we progress towards achieving the objective. As is so often 
quoted, if you can’t measure it, you can’t manage it! Even if your objective can‟t be 
quantitatively measured, try to identify a qualitative measure by asking questions like: 

 How will you know when you have achieved? 
 What will good look like? 
 What will / won‟t be happening? What will have changed? 
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Setting SMART Objectives 
 

Relevant 

Objectives should also add useful value within the context they are being set in – such as being 
aligned with the University, College and team strategies and higher goals. If individuals can see 
how what they do relates to the “big picture” it creates a stronger sense of purpose, inter-
departmental reliance and consequence. Encourage the reviewee to consider how their 
objectives relate to those of the Department / College / University by asking questions like: 

 

 How does your performance in this area relate to what the team / Department/ College is 
trying to achieve? 

 How does this fit with what the university requires at the moment / is going? 

 What would be the knock on effect if this objective wasn‟t achieved? 

Time-Bound 

Time-bound means setting deadlines for the achievement of the objective. Deadlines create the all 
important sense of urgency. If you don‟t set a deadline, you will reduce the motivation and urgency 
required to execute the tasks. Deadlines create the necessary urgency and prompts action. Ask 
questions like: 

 When will this objective be accomplished? 
 Is there a stated deadline? 


